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SECTION III - DESIGNATION OF PROGRAM AND NATIONAL OBJECTIVE SHEET 
 
Program Designation 
 
1. Is this a multi-jurisdictional application?     

_X_ Yes  __ No 
 
2. If yes, has one local government been designated as the lead applicant?   

_X_ Yes        No  
 

3. If yes, have all participating or benefiting local governments signed the Cover 
Sheet/Certification Form?   
  _ __ Yes   X    No    
Signed certification form:  Raymond, Casco, Naples, Harrison, Bridgton (fax) 

 Authorized Letter of Support: Sebago 
        No signature:  Frye Island 
 
4. Specify which category your planning project relates to: 
 

X Public Facilities/Public Infrastructure � Economic Development 
 

� Housing      � Tourism Opportunities 
 

� Downtown Revitalization   � Historic Preservation 
 
Designation of National Objective 
 

If the project that was assisted with CPG funds were implemented, it would meet one of the 
following National Objectives of the CDBG Program (Check the appropriate National 
Objective): 
 
X Benefit to Low and Moderate Income Persons 
 

q Eliminate Slum/Blight Conditions 
 

Explain how the above objective will be met: 
 

The Lakes Region communities of Bridgton, Casco, Frye Island, Harrison, Naples, 
Raymond, and Sebago will conduct a planning study on the regionalization of public safety 
services, including fire, police, emergency medical, and emergency management.  The goal 
of regionalization is to create a consistent, predictable, and satisfactory level of service 
throughout the Lakes Region that will particularly benefit the elderly, mentally ill, victims of 
child abuse and domestic violence, and other vulnerable low and moderate income residents 
in crisis. 



B.  Problem Statement 
 

Together, the Sebago Lakes region communities of Bridgton, Casco, Harrison, Naples, 
Raymond, and Sebago share a population of 19,673 people, making it the 9 th largest 
community in the state, ahead of the cities of Augusta, Scarborough, Saco, Westbrook, and 
Waterville.  Whether measured in population, housing units, or jobs, the region has grown 
almost 18% since 1990, faster than the rest of Cumberland County and the state.  Rapid 
growth demands planning for municipal facilities, services, and infrastructure, in terms of 
expansion in use as well as capacity and level of service.  Unlike the cities it rivals in 
population, the Lakes Region, as a collection of smaller towns, lacks professional planning 
capacity to prepare for the opportunities of g rowth.   

 
One of the basic functions of government is to protect its citizens.  But the demand for 

improved public safety has outpaced even population growth.  One measure of demand is 
the volume of Emergency 911 calls.  For example, Naples Dispatch, which serves the towns 

of Casco, Harrison, Naples, and Sebago, 
reports that in the last year alone, call 
volume increased 25% to 23,457 calls.  By 
contrast, the population of its service area 
grew just 1% to 10,665 people.   

  
Collectively, there is a minimum level 

of public safety to meet the needs of a 
population of 20,000 people, which 
increases dramatically in the summer.  One 
barometer is spending.  Combined, Lakes 
Region towns spend just over $2 million 
dollars on public safety.  
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Public Safety Expenditures, Fiscal Year 2001 
 
 
 
 
 
 
 
 
 

Individually, Lakes Region towns maintain an infrastructure that relies largely on 
volunteers.  In the area of police, some towns contract with the County Sheriff’s Department 
for additional services, while others rely on regional patrol coverage paid for by county taxes. 

 
Current Public Safety Infrastructure in the Sebago Lakes Region 

 
 
 

 
 
 
 
 
 
For the same dollars, towns of similar size buy a higher level of service.  For example, 

in Fiscal Year 2001, the Town of Windham (population 15,150) spent $2,185,350 for public 
safety, with an emergency 911 call volume of 25,138.  For its expenditure, which is 
comparable to the total of what the Lakes Region towns reflected in this proposal are 
individually spending, Windham has developed an extensive infrastructure, including 35 full-
time and 83 part-time professionals in the areas of dispatch, fire, police, and emergency 
medical services.  The town’s public safety services include 24-hour police patrol, a crime 
investigation unit, fire safety prevention, police officers in schools – even operation of a 
skateboard park for youth.  Given the economies of scale, a regional approach offers the 
Lakes Region towns the most cost effective option for achieving higher levels of service.    

 
Currently, Lakes Region towns host a number of cooperative efforts.  The fire 

departments o f Casco and Naples share a $500,000 ladder truck, saving $250,000 per town 
on the purchase price of two trucks.  Naples Dispatch provides coverage for Naples, Casco, 
Harrison, and Sebago, while Raymond Dispatch covers Raymond, Poland, and Frye Island.  
A water patrol for Long Lake is proposed by bordering towns.  These efforts have led to 
further discussions by managers, fire chiefs, and boards of selectmen on other ventures.   
 
Impact on Lakes Region community and persons of low and moderate income 
 
 The current level of public safety infrastructure maintained by Lakes Region towns 
provides a level of service that negatively impacts people in crisis, particularly the elderly, 
mentally ill, and victims of child and domestic abuse as well as low and moderate income 
residents of villages and downtowns. 

Town 2001 Population Population Class Actual FY 2001 Expenditure 

Bridgton 4,596 3,500-4,999 $861,178 

Casco 3,525 3,500-4,999 $174,888 

Harrison 2,363 2,000-3,499 $169,194 

Frye Island 1,400 1,000-1,999 $35,363 

Naples 3,322 2,000-3,499 $243,850 

Raymond 4,422 3,500-4,999 $402,353 

Sebago 1,455 1,000-1,999 $128,418 

Total 21,083  $2,015,244 

Town Dispatch Fire Police Emergency 
Medical Servi ces 

Bridgton Municipal Call volunteers Municipal force Contract services 
Casco Naples Regional Call volunteers County coverage  Call volunteers 

Frye Island Raymond Regional Call volunteers County contract Contract services 
Harrison Naples Regional Call volunteers County contract  Contract services 

Naples Naples Regional Call volunteers County contract Per diem volunteers 
Raymond Raymond Regional Call volunteers County coverage Full-time professionals  

Sebago Naples Regional Call volunteers County coverage Per diem volunteers 



Unpredictable response time:  An emergency 911 call will first be routed to the Cumberland 
County Communications Center in Windham, where the caller reports critical information to 
the dispatcher.  The call is then routed to one of three local dispatch centers – Bridgton, 
Naples, or Raymond, where the caller must again repeat the situation.  For an elderly 
resident with a medical emergency, the wait may be confusing and life-threatening.  
Depending on the town and the nature of the crisis, she may have to wait as long as 30 
minutes for assistance – from a trained volunteer, a contract ambulance service, or a town 
EMT.  With people over 60 comprising a larger and faster growing percentage of the 
population in the Lakes Region (17.9%) than the rest of Cumberland County (17%), this 
scenario promises to become more familiar in the future.  Both Raymond and Naples report 
that the elderly generate over 25% of all rescue calls.  Regionalization of public safety 
services would allow an elderly resident of Sebago, for example, to describe her situation just 
once to dispatch with the expectation that emergency service would be provided considerably 
faster than is currently the case.  
  
Inconsistent level of service:  Increasingly, calls to 911 have become the first impulse for 
new residents enlisting help for non-emergency situations, such as property checks and road 
kill.  But for victims of domestic violence, public safety is the often the first, the second, the 
third, and in some cases, the last call they will ever make.  Family Crisis Services of Portland 
reports that a decade ago, there were 11 requests for assistance from abused women in the 
Lakes Region.  In 2002, there were over 300.  Through a new pilot program, the Bridgton 
Police have agreed to furnish next day incident reports to the local Family Crisis office, 
ensuring that abused women in Bridgton will be offered counseling and shelter.  But for a 
victim in Casco, for example, the level of service would vary – a different officer from the 
Cumberland County Sheriff’s Department or the Maine State Police might be called to 
respond each time, not knowing they have arrived at a household in continual crisis.   
 
Limited capacity for prevention.  Downtown Bridgton, East Raymond, Naples Causeway, 
Downtown Harrison, North Bridgton, Webb Mills, Edes Falls, Raymond Village, East Sebago, 
South Casco – all are charming centers with vulnerable, historic buildings in need of 
renovation.  2000 Census statistics show that low and moderate income residents are likely 
to call these built-up areas home.  With on-call, volunteer fire departments, there is limited 
capacity for fire safety education, prevention, or inspection, either on a regular basis or for 
mass gathering purposes.  With a coordination of resources, Lakes Region towns would be 
better able to support a safety specialist to ensure that treasured buildings and older housing 
stock do not fall victim to faulty wiring, sagging roofs, and improperly used space heaters. 
 
C.  Development of Strategy 
 

With Raymond as the lead applicant, the seven Lakes Region communities of 
Bridgton, Casco, Frye Island, Harrison, Naples, Raymond, and Sebago request $10,000 to 
conduct a planning study on the regionalization of public safety services, including fire, police, 
emergency medical, and emergency management.  The goal of regionalization is to create a 
consistent, predictable, and satisfactory level of service throughout the Lakes Region that will 
particularly benefit the elderly, mentally ill, victims of child abuse and domestic violence, and 
other vulnerable low and moderate income residents in crisis. 

 
Through the planning process, Lake Region towns will examine opportunities to share 

both governance and costs associated with administration, planning, staffing, training, 



facilities, equipment, purchasing, programs and services, and contracts for services.  The 
study, which will be managed by a steering committee with representatives from each of the 
seven towns, will include the following components: 
 

• Articulation of shared goals 
• Inventory of existing services, including providers, capacity, demand, delivery 

methods, and level of service 
• Recognition of local differences 
• Agreement on desired level of service and standards for delivery  
• Analysis of alternative service delivery structures 
• Determination of costs - start-up, capital & operating plus cost saving, sharing, and 

containment strategies 
 

CDBG funds will support professional planning assistance for the following tasks: 
 

• Facilitation of steering committee and citizen involvement   Cost: $2,500 
• GIS mapping of existing public safety coverage and infrastructure Cost:  $1,000 
• Inventory that compares gaps in current level of service to desired levels based on 

population size and growth projections     Cost: $3,000 
• Cost analysis for alternative delivery structures in the areas of dispatch, fire, police, 

and/or emergency management      Cost: $3,500 
 

CDBG funds are necessary to support the Lakes Region Public Safety Study for a 
number of reasons: 

 
The Lakes Region lacks professional planning capacity.  There are no full-time planners 
among the seven Lakes Region communities.  What part-time planners exist are under 
contract for limited purposes, such as site review or comprehensive planning. 
 
Third party facilitation is critical.  Public safety services and assets reflect the pride, 
commitment, and history of local towns.  Whether regionalization will mean consolidation, 
coordination, or simply more cooperation will depend on each town trusting that the planning 
process is fair and honest. 
 
The Lakes Region lacks the financial capacity to grow without regionalization.  
Residents can not simply tax and bond their way out of rising demand, with each community 
building public facilities and infrastructure to support its own growth.  Compared to the county 
as a whole, the Lakes Region is in economic distress.  In 1998, the region’s major employer, 
the Bridgton Knitting Mill, shut down, eliminating 300 jobs.  At over 4% for 2001, the 
unemployment rate in Bridgton, Harrison, and Naples remains almost double the county’s 
rate.  The lack of job opportunities are reflected in the area’s income statistics.   
 

• In 1990, 51.07% of Bridgton residents lived in households making 80% or less than 
the county median household income.  For all towns combined, the overall, the rate is 
39%.  Although comparable statistics for individuals are not yet available from the 
2000 Census, preliminary reports indicate a downward slide.   

 



• In 2000, well over half (53.8%) of the residents in the Lakes Region lived in 
downtowns, villages, and neighborhoods where the median household income was at 
or below 80% of the county’s median household income.   

• Since 1990, the number of individuals living in poverty has crept upwards to 8.9%, a 
full point above the county’s rate.   

 
D.  Project Leverage 
 
 Seven towns plus Cumberland County government will each make a non-cash 
contribution through the assignment of officials to participate in the regional study.  These 
representatives, to be decided by each partner, may include managers, finance directors, fire 
chiefs, dispatchers, first responders, law enforcement, social service agencies, senior citizens 
and other personnel, whether residents, town volunteers, or paid professionals.  
Representatives may participate in a number of levels – as part of the steering committee, as 
a member of a subcommittee in a public safety service area – dispatch, fire, police, 
emergency medical, or emergency management, or as a contributor to a particular planning 
task, such as the inventory or cost analysis.  The following is a breakdown of the minimum  in-
kind value of this substantial planning study.  
 

Category Basis Total 
Steering Committee 8 representatives x 12 meetings x 2 hours x $25* per hour $4,800 
Safety Subcommittees 8 representatives x 6 meetings x 2 hours x 5 subcommittees x $11** per hour  $5,280 
Special tasks 8 professionals x $11** per hour x 12 hours $1,056 
Total  $11,136.00 
*Based on average annual management salary of $50,000 per year 
**Based on annual average salary of $22,000 in the Sebago Lakes Labor Market Area 
 

Given the scope and scale of the planning study, the steering committee will evaluate 
early on to what extent $10,000 is enough funding to accomplish a comprehensive analysis 
of all public safety areas.  Some inventory, for example, may already exist in the form of 
recent comprehensive plan updates.  Other information, such as current level of service, 
might be defined with the assistance of residents interacting with Horizons/60, Family Crisis 
Services, or Tri-County Mental Health.  At this point, other contributions may be sought in the 
form of grants or additional in-house time. 
 
E.  Citizen Participation 
 

The Lakes Region communities share a rich history of cooperation in a number of 
areas, including education, watershed management, transportation planning, and economic 
development.  The following efforts, funded partially by area towns with active participation 
from local residents, represent the highest levels of cooperation in the Lakes Region. 

 
• For over 30 years, School Administrative District 61 has delivered public education to 

students in Sebago, Bridgton, Casco, and Naples.   
• For over 30 years, the Lakes Environmental Association has served as the leading 

environmental protection organization, providing education, monitoring, advocacy, and 
regulatory assistance for the Sebago and Long Lake watersheds. 

• Since 1988, towns from Windham to Bridgton have participated in corridor committees 
to develop a regional investment plan for Route 302. 



• Since 2000, the Lake Region Development Council has served as the single point of 
contact for business retention, expansion, and attraction for six towns. 

 
Within the last five years, each town finally achieved a level of growth that required 

professional town management.  This consistent level of leadership has really set the stage 
for trust and collaboration.  Through a number of planning efforts over the last year, the area 
of public facilities, infrastructure and services has emerged as the leading area of study for 
future cooperation.  For example, a number of towns, including Bridgton, Casco, Frye Island, 
and Raymond began updating their comprehensive plans, giving them an opportunity to 
examine the future growth of public facilities, infrastructure, and services.  Other towns, 
including Harrison and Naples, are forming committees to begin the update.  Since 
December, 2002, representatives from these comprehensive planning committees have been 
meeting once a month to discuss mutual areas for cooperation.  Already, they have a monthly 
schedule of workshops planned for area residents in such areas as transportation and land-
use policies.  In addition to these public forums, the town managers of the Lakes Region 
have been meeting on a monthly basis to discuss areas of mutual concern.  As evidenced by 
the attached articles from the Bridgton News , the regionalization of public facilities, 
infrastructure, and services has been the leading topic.  Even the fire chiefs have begun to 
meet on an ad-hoc basis to discuss improved fire protection.  Because these meetings did 
not arise from the idea of applying for a grant, they are impossible to properly capture and 
document.   
 

Beyond the towns, county level agencies have also served as a catalyst for 
regionalization.  Recently, Cumberland County has initiated a series of dialogues with Lakes 
Region towns to consolidate dispatch and policing services at the county level. In a needs 
assessment conducted by the Greater Portland Council of Governments last fall, regional 
service delivery emerged as the singular need specifically identified by every town manager.   
 

On February 27, 2003, municipal and county interests participated in a regional forum 
entitled “Coordination or Consolidation:  Regional Service Delivery in the Lakes Region.”  The 
event, hosted by the Greater Portland Council of Governments and the Town of Raymond, 
attracted forty residents from the towns of Bridgton, Casco, Harrison, Naples, Raymond, 
Standish, and Sebago, including state legislators, town managers, boards of selectmen, fire 

and rescue chiefs, and comprehensive plan 
committee members.  Cumberland County 
contributed its manager, emergency 
communications staff, and emergency management 
director.  At the meeting, participants worked in 
small groups to develop regional delivery plans for 
the hypothetical City of Lakeville (population 43,862) 
in specific service areas, including public safety, 
public works, education, and transportation (see 
picture).  Although the spotlight was not exclusively 
on public safety, the overwhelming participation from 
chiefs and first responders persuaded town 

managers, Cumberland County, and GPCOG to work together in earnest to pursue a grant 
for a regional public safety study.  Public participation via regional forums, working groups, 
and special interest roundtables will continue to inspire progress toward regionalization.  





 


